MEMORANDUM

To: Mercer Idand City Council
From: Steve Forman

Re: Retreat Follow-up and Summary
Date: March 25, 1997

| want to tel you again how much | enjoyed working with each of you at the March retrest. It isa
privilege to be part of your work for the fourth year!

This memo summarizes our retreat discussons and agreements. A number of presentations were
supported by written summaries, and | have included these as attachments to this report.

l. The Council looks back on challenges and accomplishmentsin 1996.
(Saturday morning)

Mayor Clibborn reviewed progress toward achieving 1996 retreat outcomes. She noted that severa
unexpected issues arose during 1996 that absorbed a great dedl of time, and therefore not al outcomes
Werefully redized. Unexpected items included:

Changes in Council membership and City management

Approva of the second RTA bdlot measure

East-West-North Mercer Task Force

Adult Family Homes Issue

Council members emphasized that the Council did not let emerging issues drop and that a sgnificant
amount was accomplished on ongoing issues.
Completion of “Statements of Work” for boards and commissons and the dissolution of the Park
and Road & Trails Boards
Data callection on the Community Center
Stormwater management
Work on CBD development, including discussons with property managers
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. The Council deliberates policy directionstoward development of a new
Community Center. (Saturday and Sunday mornings)

Mayor Clibborn introduced discussion of the proposed Community Center development, noting that the
subcommittee initidly chartered to explore options for this development asked daff to assemble
information identifying avallable services and facilities, as well as gaps in sarvices tha should be
addressed.

This done, the issue is now at a stage where the proposed “ad hoc Task Force” will require input from
the Council regarding its appropriate scope of work. Therefore, one important intent of the retreat
discusson is to darify the Council’s charge to the Task Force, with specid attention to distinguishing
between items that: (a) can be delegated to atask force for investigation/recommendations; and, (b) will
require Council policy ddiberation.

Staff members Conrad, Symmonds, Morgan and Feroglia presented background information about the
current Community Center, Ste information, and service ddivery issues. They dso presented a list of
faclity consderations requiring policy direction from the Council, and a lig of “basdine’
recommendations. Broad items needing attention will include:

Detalled facility and program design and development budget (includes possble use of outsde
consultant)

Evauation of servicesto be offered, in light of Council’sinterests

Program budget and policies (fee structure, decisions as to which groups to support)
Implementation plan (temporary relocation, continuation of services)

Council members agreed that there were a few “non-negotiable’ items regarding the Community
Center, and proposed gtarting the discussion by identifying these. Over the course of two discussons -
one on Saturday and one on Sunday - Council members progressed in their discussions towards severa

types of agreement.

AGREEMENT #1:  Council members arived a aress of agreement regarding the Community
Center. Each area of agreement was categorized as either @) a “given”’; b) a
“grong inclination”; and/or, ¢) an area about which the Council wanted “more
advice” from the Task Force. These areas of agreement are detailed in
Attachment #1.

AGREEMENT #2 At its April sudy sesson, based on this initid thinking, the Council will begin
work on Task Force salection.

a. Mayor Clibborn and Council member Edberg will propose a sarting point
for Task Force sdlection.
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[Il.  The Council reviews its options in light of the Regional Transt Authority (RTA) and
the need for a Trangt Station. (Saturday afternoon)

Staff member White reported that the CBD subcommittee convened a one-time meeting of a “big
thinkers’ group comprising representatives with awide variety of perspectives on regiona transportation
issues. White presented a synopsis of the group’s discussions and conclusions, “Big Thinkers = Keeper
ldeas’ (Attachment #2). Staff asked for Council confirmation of the directions recommended by the

group.

The Mercer Idand Trangt Station will be a sgnificant step toward implementation of the RTA project.
Fina review and approval of the RTA plan by the RTA Board is anticipated on May 22, 1997, after
which Mercer Idand’ s position with respect to RTA will be clear.

Council member Edberg reviewed the history of the Trangt Station development. Theinitid RTA balot
messure falled, and the second vote diminated an eectric light rall option in favor of buses. The “Big
Thinkers’ group recommend thet, to prevent concentration of buses in downtown, the Trangt Station
should be sted on the 1-90 roadway, rather than a sreet level.  Severd locations for the Trangt
Station have been considered, and a site at 77" is considered to have good potentid, since the
interchange design there would facilitate platform access. Moreover, development of the trangt station
at 77" could potentialy catalyze development of the adjacent block.

Together with development of the Trangt Station come questions about sting the Park and Ride facility
that will serve the station for maximum capacity and accommodation. The expectation is to relocate the
Park and Ride from north to south of the freeway to enhance downtown development and parking, and
to take advantage of the Site as a staging area during Trandt Station congtruction.

Council member Edberg recommended that the City acquire land as a first step to developing Mercer
Idand's Trangt Station and park and ride, as a part of arefocused Town Center Vison. He noted that
funding will be available from RTA for Trandt Station congtruction.

AGREEMENT #3 The Council authorizes staff to proceed immediatdly with
priminary sudies;

a. Retan engineering sarvices for a feaghility andyds of the Trangt Station in
the Town Center Vison visaVvisRTA 2.

b. Begin process of discussonswith RTA, DOT, property owners, and Metro
regarding necessary processes, including a process for land acquisition and
to obtain appraisd data.

C. Run the above two processes concurrently.

d. Staff will present a preliminary status report to Council in June, 1997.
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IV.  TheCouncil consdersthe need for a new Fire Station. (Saturday afternoon)

Staff member Deveny reviewed a history of the main fire station on Mercer Idand. It is a structure built
in 1955 to house a volunteer fire department serving a 3,000 member community. A bond issue in
1984 funded ten feet of storage to part of the back of the station, but in other respects, the station has
not been dtered since it was built, and it is now clearly inadequate to current needs.

A 1991-1992 study identified structurd and program problems with the current facility that cal for a
magjor remodd or replacement. Most of these problems are related to inadequate space for the services
and programs. The building is dso unlikely to remain structurdly sound in the event of a seismic event.
In 1995-1996, dtaff reviewed 14 dtes, and the Council identified three of these that warranted further

study.

A consultant identified the site a 28" and Idand Crest Way, currently owned by the State of
Washington, as being viable for a 14,000 square foot facility. The site would provide good access to
Idand Crest Way and to 1-90, dthough some utilities would need to be moved to preparethe site. The
cogt to prepare the dte for congtruction is estimated at $244,000, with further construction costs
edimated a $1.7 million.

The 1997-1998 budget includes $25,000 per year for planning and preliminary design work. Steff is
asking the Council to consder opening the issue for public discusson, and to authorize preliminary
design in order to arrive a an estimate of the total project cost. Questions remain as to whether the Site
at 28" and Idand Crest Way is the best location, and how congtruction of anew fire station can best be
integrated into other capita projects under consideration by the Council. City Manager Conrad noted
that the firefighters have patiently waited for a new facility.

Council member Jackman asked whether the Mercerdale Site had been consdered. Deveny replied
that it was the first ste on gaff’s list of 14, but the Council decided not to pursue it. Deveny and
Conrad both confirmed staff’s belief that the Ste would be suitable: it is zoned Public with workable
access and egress.

AGREEMENT #4 Staff is authorized to evaluate Mercerdae as a site for the fire Sation.

EXECUTIVE SESSION: The Council adjourned to Executive Session at 4:20 p.m. on Saturday,
March 15, 1997. The subject matter was property acquisition. At 4:50 p.m., the Council resumed its
regular sesson.
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V. The Council discusses financial options. (Saturday afternoon)
Staff members Sylvis and Symmonds reviewed the current financing Strategy for capita projects.

Restricted revenue sourcesinclude:
Red Edate Excise Tax (REET) #1 revenues, anounting to $400,000 per year, are currently
dedicated to acquisition of open space, and are being used to acquire property at southwest 53°.
This obligation will end in 2001. In 1998, REET #1 revenues will be used for acquisition of
Mercerview. REET #1 revenues may aso be used for repair and maintenance of public buildings,
and planning and design.
REET #2 revenues, amounting to $400,000 per year, are dedicated to pedestrian and bicycle
facilities and street congtruction and maintenance. $100,000 per year goes to parks.
Generd Fund revenues are the only source available for purchase of equipment and technology.

Sylws reviewed financing vehicles that may be used for capitd projects:
Issue of G.O. bonds, which require a 60% voter approva
Councilmanic bonds, which do not require voter approvd, but which require the use of existing
revenue to service the debt
Raisng the lid on property taxes, which carries anine-year limit

Property taxes (6% levy) - Donations
Capita reservefund - Capitd improvement fund
Sde of the fire gtation property - Sdeof the thrift shop property

The Council discussed options for investment and the need to baance priorities, noting that not al
capital projects can be pursued a the same time. Staff asked for Council’s guidance with respect to
setting policy for which projects should use exigting resources, and which projects should use new
resources, which involves seeking voter gpprovd.

Mayor Clibborn emphasized that the Council should move with some caution, since if even one project
fails, the Council’ s position is weakened in the community.

AGREEMENT #5: The Council will review information on funding for capitd
projects, using revenue sources as follows;

a. New revenues (G.O. Bond issue: Community Center)

b. Exiging revenues (councilmanic bonds, capital reserve fund, other sources:
Fire Sation)

c. Specid purpose revenues (RTA: Trangt Station)

The Council asked gtaff to return on Sunday with a draft timeline and project management capacity plan
for capitd projects.
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Interlude;

Using the Sylvis Slippery Surplus --
With itsflexibility to serve us—

-- Combined with beautification

-- And Council certification

We can launch a development circus!!

Courtesy of Council member Edberg

VI.  TheCouncil consdershow it workstogether. (Sunday morning)

The Council discussed ways to enhance its internd functioning, hearing statements of concerns,
opinions, goas, and observations about how the Council works together:

Council member Orser

Congtant 7-0 votes are unnecessary

Agendatime needs to reflect the depth of the subject, alowing for
aufficient discusson time

All members have a responsibility for managing the agenda during
the mesting

Information given to Council needs to be adequate

Presentations should be tight

Want clarification on what is the appropriate leadership role by
Council members, especidly with respect to taking action vs.
wait-and-see, or other options (e.g. responshility to reaffirm the
importance of the CBD)

Mayor Clibborn

Everyone has a say (if needed) on issuesthat are debated

All members have a responsihility for managing the agenda during
the meeting

Council members have responshility to cal daff beforehand
regarding agenda items that may have political repercussons

Staff who do not present, but who are responsible for information
given to Council, should be present and should be recognized

Council member Edberg

Information given to Council needs to be adequate

Information given to Council needs to provide higtorica
background

Staff video documentation is very hdpful

Important that Council be thorough in its charges to
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subcommittees, and more criticd and direct aout new issues

brought back by subcommittees
Council member Merkle - Written information given to Council needs to be complete
Council member Jackman - Council members should do their homework, and should take

extratime before the meeting to do so

Council should hear updates on action taken on issues raised by
members of the public as appearance items on Council agenda.
Subsequent meeting agenda should provide for ora reports on
past appearance items before new appearance items.

Council member Clancy - Presentations are good from different staff, particularly those most
regponsble for a given issue and most prepared for a
presentation.

Staff presentations should be spread across staff during the year,
dlowing a longer presentation time for less-experienced daff as
needed

All - Staff presentations are overdl of high qudity

AGREEMENT #6: The Council will use a quarterly study sesson, without agenda, to discuss any
issues of concern to Council members.

a. These sudy sessions will not require mgjor aff input, but will focus on the
Coundil’sinternd functioning.

b. Usng these dudy sessons, the Council members will focus on
understanding its own interna processes.

c. The Council will evduate this use of the study sesson, and will continue it or

cancd it as necessary.

VIl. The Council reviews staff ideas allowing for the integration of capital project timelines
and beginning implementation. (Sunday morning)

City Manager Conrad presented a draft timeline for integration of RTA and project management for
development and completion of the Community Center and Fire Station. It isincluded in this report as
Attachment #3.

A mader plan to integrate dl dements of capitd project development and congtruction should be
complete by the end of 1997, and monitored closely to mesh changes in the RTA planning as needed.
Conrad noted that in order to pursue this timeline, it will be necessary to use contracted project
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management services, especidly to coordinate congtruction in 1999, since current staff is at cgpacity in
monitoring existing water, storm drainage and trails projects.

White and Conrad noted that the City will need to own the land used as a saging area for Transit
Station congruction, which will raise issues concerned with land ownership and tenant management. The
park and ride facility will probably be built in 2000 on the land used for staging during Trangt Station
congruction. Staff need to know more about design of the park and ride facility in order to have
enough information to integrate al phases of the capital improvement projects.

It is undear whether the RTA funding commitment will be avallable soon enough to meet the funding
needs, but Sylvis will investigate the posshbility of securing a short-terem loan agangt the RTA
commitment. To do so will require abinding commitment by RTA.

The schedule for development and congtruction of the new Fire Station is contingent on securing the Site
and on funding. Staff beieve that it is a viable project, and will explore ways of structuring a land
transaction for the present Fire Station Ste that will make the funding available for new development
while permitting continued use of the exiging facility.

Council members noted that the Fire Station may be considered in a sense a “safety valve’, and the
development schedule for the facility can be dowed in the event that the scope and schedule for capital
improvements is too aggressve. The Council is on record as being committed to the new Fire
Sation facility.

AGREEMENT #7: Staff will develop a master plan for capita projects.

a. Outsde consultant services will be engaged.

b. Saff is authorized to retain an architect for additiond Ste andysis for the
new Fire Station.

c. Staff will return with a plan to develop new capitd projects according to the
draft schedule, or will explainif it is not feesible.

VIIl. CriteriaFor Success

Imagineit’sthree years from now. What has happened that demonstrates success in your mind?

Council member Edberg Fred: “Hdlo!”
Gordy: “Hi, Fred! Look, | checked out your hairdresser in Sesttle
and I’ ve got an gppointment right after you.” (a sigh)
“How about meeting me at the IJm Horn Trangt Station and
weé |l ride the expressin?’
Fred: “Great - it will only take 15 minutes and after we could hit
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Clibborn’s Oyster Palace for lunch and a beer.”

Council member Merkle

Success by 2000 means fina design, completion or focused
measurable progress on: (1) Community Center; (2) trandt Station;
(3) fire dation; and, (4 new southend and CBD
retail/commercid/resdentid development, plus significant progress on
long-range plans addressing trangportation and water quality issues.
We must progress on long-range plans addressing transportation and
water quality issues. We must achieve the above through a process
which repects dl views but yields a result with integrity.

Council member Nelson

Three years from now | would like to see that the council and
community have attained a consensus on the financia resources
necessary to build/remodd the community center a Mercerview.

Council member Jackman

2000 and the City is technicdly up-to-date with al computers
interconnected.  Convenience, accesshility and available parking
account for the successful trangt dation, adong with the ease of
passengers to shop the vibrant CBD. Idanders enjoy their newly-
completed community center.

Mayor Clibborn

| hope to look back on 10 years of council decison (maybe as a
private citizen) and be proud of our process and crestive funding for a
trangt station and parking, our plan for a community center, and a
decison on an appropriate fire Sation. If it is done as well as the
town center, | will feel good about the next 100 years.

Council member Orser

New retail - no more restaurants. Neighborhood traffic camed.
Park & Ride done. Grand opening of Community Center, October
1.

Council member Clancy

The Council and City Staff continue to make good decisions on al
issues, paticularly those directly rdlated to the Vison Statement.
Good decisons are made by continuing to focus on improving the
processes used to make the decisions.

[X. Retreat Evaluation

Council members were pleased with the work accomplished during the retreet, especidly the extent to
which they were able to advance Council gods.
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The Chair Report: Council members observed that the chairs were much softer than last year; however,
two Council members noted they were too low for the height of the table.

List of Retreat Participants:

David Clancy Council Member

Judy Clibborn Mayor

Gordy Edberg Council Member

Linda Jackman Council Member

Alan Merkle Council Member

John Nelson Council Member

Peter Orser Council Member

City Steff:

Rich Conrad City Manager

Deb Symmonds Assgant City Manager

Joanne Sylvis Finance Director

Diane White Development Services Director

Gay Feroglia Parks and Recreation Department Director
Peg Morgan Y outh and Family Services Department Director
Jan Deveny Public Safety Director

Consultant Steve Forman

Assdant Gretchen Reade

Attachment #1.............. Council’ s Direction Re Community Center
Attachment #2.............. Big Thinkers = Keeper Ideas

Attachment #3.............. Schedule of Capital Building Projects

1997 Retreat Follow-up & Summary, Page 10
[S\SHARE\COUNCIL\97SMRY.DOC]



